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MEMORANDIM FOR: Deputy Director of Central Intelligence

VIA :  Deputy Mroctor for Administration
PROM * B, W, M. Janney
Director of Personnel
SUBRJECT : Comments on the EEO Panel's Pecommendatioms re
Establishment of a Blsnnial Career Imhancement Profile
BEFCRENCE : Memo for DDCI from Chalrman, DCI EEO Advisory Panel

dtd 31 Mar 77; subject: Elsboration on Panel
Recommendations re Establishment of a Biemmial
Career Enhancerent Profile

1. At your request, wo have reviewsd the recommendstion to
establish biennial career enhancement profiles for esployees as
contained in the reforemced memorandum, which views such profiles
as the chief mechaism to realize the benefits of s program for
"Rull Utilization of Skills and Training (RUIST).” The cbjective
is s worthy one and relates to enunciated Agency objoctives.

Agency regulations specify objective personnel
utilizatim both from th ewpoint and the
organization's viewpoint The foTme hasic
cbiective to provide employeas with:

() opportunities for making the hest use of their training
and experience;

h) avenuss for employment and advencement on the basis of
sbility and performance;

{c} squitable pay: asnd
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{d) an enviromment in which individual employees receive :
opportunities and job satisfaction commensurate with their individual
skills, abilities, and contributions.

| t‘;ates that a key principle of the parsonnel nanagement
systen w ve that of “effective and economic use of manpower

resources, through systesatic personnel plamning, goal setting, and
integration of persounel and financial magem“zt.“ 1t follows that
a coaman ground of mutual benefit to employee and organization is that
of matm employee qualifications and jeb requirements so that the
eaployee is placed in the most productive svailable assigmeont. iue
to imperfections in any job market, this must be more an aspiration
than an absolute goal, yeot when opportunities exist to improve the
working of the internal job market, they should be grasped.

3. In implementing the regulations, there are now three yrimary
tools for improviug the operations of the interual job market. These
are the operations of the Carser Joards and Panels with respect to
recaumendations for assignment, the L.&rear Service plamning effort
through the Personnel Development Progp U}, and the Career Service
counseling effort. . Vacancy notices amd
the Staff Persomnel Uivision play supporting roles.

4. ‘The referenced memo does not refer to the role of the PUP nor
to the role of the career boards and panels witn respect to the
objectivo of full utilization of skills and training: but it does aver,
in the face of contrary svidence, that there is lack of an Agency-wide
caresr cownseling program for all employees. Thers is in each (areer
Service & counseling mechanisn available to all esployees; indeed a
nandbook listing career counselors has been published under the
auspices of the Caresrs Comittee. Further, a course on carest
counseling has now mot more then a dozen times and hus provided training
to more than 150 persons.

S. It seaums reascnsble, having noted the role of these other
eloments, to disarree that the only wmeans to achieve full utilization
of skills and training is to institute a program of developing bienndal
careor enhancement profiles for all esployoes. We would suggest that
eiforts can be strengthened in the areas of 1) board and panel actions
with respect to assigmaents, 2} the plamning input in the PDP, and
3} the counseling prograu. It would appear that the early availsbility

£
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of CENQUAL (sn improved data base on employee qualifications) would
support such efforts, yet competing priorities are holding back
CEMQUAL to early 1979.

6. Meny years ago, various cosponents of the Agency experimented
with formalized individual career planning. It was found through the
experience of these offorts that there were significant difficulties
encountered in this spproach, particularly in terms of employes expecta-
tions that could not be resolved: the reasons are valid today:

a. Nany employees do not have realistic aspiration levels;
why not aspire to be Director or Office Chief?

b. Some employees seok to receive training to qualify for
target jobs even though quslified candidates are already availsable.

c. Supervisors snd counselors do not have adequate
information to indicate when desired openings might realistically
becone available.

d. Bmployees nay rank assignment preferences, but would not
like to tske lower preferences before they are assured thet higher
proferences are not available. (This problem is currently creating
problexs for State Tepartment's open assignment program, which may be
dropped or modified.)

e. Individual developwont efforts may not mesh with the
timing when target jobs actually become availsble.

£. It often happens that there will be multiple candidates
for an assignment (indeed, this is basic to the mbrit system),
ﬁ%omfum, no competitor for en assignment can be glven assurance
of success.

g- Employoes wish to have their preferences considered and
wish to have their own initiatives recognized, but they do not like to
be moved 1ike pieces on a chessboard.

h. At times, Agency requirements must override erployee
praeferences.
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' i, Employees who sre competent in present assignments and
do not desirve resssignment should not be shifted in assignment unless
the needs of the service for fisld rotation or wnique skills require it.

3. 1 feel that the mechanisms now in place are creating in the
Agency an environment that satisfies these conditions, The remaining
weak points arvre:

a. The need for improved planning with respect to skill
levels in the Agency. It would vastly benefit caresr development in
the Agency to hsve two-year projections of the changlng skill eix in
the Agency, identifying prospective shortage or surplus skill areas.
This would permit early efforts to develop needed skills or to retrain
individuals whose skills are becoming surplus. A longer plamning
horizon would be beneficial but may not be practical. No career
planning for the employees, whether cellectively or individually,
can succeed without such projections. Improvement in this area
depends wpon close cooperation between the Comptroller and the Office
of Persannel in asssessing the impact of program changes on skill mix
sssortuents.

b. The need for an improved system of data on employee
qualifications. Such s system is (ENQUAL, which smust compete against
pore pressing priorities and 1s expected to be corplated by early 1979,

c. The need for a mechsnism to support inter-Directorate
efforts in Career Counseling. Staff Personnel Division and the Careers
Cormittee (inter-Directorate) are moving to supply this need.

d. The need to strengthen the assessment element in Career
Board/Panel operations. The record here is quite uneven, with some
evalustion bodies moving to develep selection criteria (for promoticon
md assignment) and to make careful matches between personal qualifi-
cations of employees and job requirements, while others are preocccupied
with the ranking process. The newly revised regulation on promotirng
and new guidance from the Civil Service Cosmission on”

rooatory selection of employees would require greater emp”
on selection criteris.

6. The need to bulld employee confidencs in the /
mechanism. Some erployees continus to be Tsluctant to use
comselors; others are unaware that they exist. As gres?
made of csreer counselors and as their services prove o’
expect that the word will spread., As noted earlier, ¥
trained counselors expands every quarter.
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£f. The need to enunciate policies with respect to
career development. The responsibilities and the resources for
career dovelopment, including the counseling effort, are vested
in the Directorates. Each Deputy Directer should make a strong
comaitwent to policles to further improve the utilization of
skills end training. In particular, the Deputies should make
mfiaf the Personnel Development Program as a tool to assist these
policies.

9. At present, we are mnalyzing the Career Service responses
to the employee attitudinal survey to identify possible problem areas
with respect to the career management system. The data will be made
avgilable to the Career Services. Meanwhile, it would be practical
and helpful to require that each Carveer Service incorporate in its
career management program the three basic elements contained in the
proposal of the BEO Panel; that is, each Career Service should:

&, assist those employees actlively seeking to identify
sppropriate career goals,

b. provide inforpation to employees as to the training
and experience required for advancement, and

C. Seek ways to snable employees to improve their present
skill levels in fulfilling current job responsibilitiss or to adapt
to changing skill mix requirements.

' 10. As theso are presented as comuwents prepared in a short time
frame, I have not prepared formal recommendations. Nevertheless,
such recommendations are implicit in these comments and might be made
explicit after further staff examination of the altematives.

Y

s
F, W. M. Janney
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FROM: 1 eqiension | NO.
Chier, Plans start, OP ST
1006 AES DME4 April 1977
pri
:?ilzdinlg)mcer designation, room number, and DATE OFFICER'S COMMENTS (Number each comment to show from whom
RECEIVED | FORWARDED INITIALS to whom. Draw a line across column after each comment.}
1. The attached draft memo
j ¢ correctly observes the many
DD/Pers-P&C . ‘H /’7‘ M difficulties inherent in any
2. ! attempt to implement this
suggestion. I would note
furthermore that it would be very
3. expensive to implement such a
DD/P 19 APR 1977 /{/ program. The EEO panel has made
s no estimate of the expense and I
4. am not sure that it is my role
to make such an estimate but I
- would guess that the total time
5. - L QAR AR PN spent in preparing an individual
D/Pers S{\* F A — 0 ; plan, discussing it and taking
A QA e Caen J A implementing steps would exceed
6. C.@’W\MM¢ oA CoA- 5 hours per person or represent
. ‘ |_in toto, 75000 manhours of effort.
et PELTa ‘M“L‘ N / To take a more constructive
7. rnd) TXRIA ABRN ol ','C,Q.q. \ » approach, which we did not have
- : time to do, one would start by
e SINYS %Mﬁ‘ B 7] Jefiming the objectives of career
8. (\WQ 'f,., L development in the Agency. These
’ would subsume the objective of
— executive development, upward
9. 2do~ . Rv-e éW*Q \ ;| mobility, and employeé counseling
Mﬁl&.«cﬂ, NN LYV / with respect to career development;
. . / All are presently enunciated in
10. oA 08 OSAA AR $ '3 / / Aggncy.policy statements. The
. ).Awekm SR oo ; objective of career planning fc_n"
- = \m 4 each employee is not included in

Agency policy, and for the
reasons spelled out, it probably
should not be,

If the EEO panel is correct
in stating that there is a lack
of career counseling in the
Agency, and I would disagree, why
do they think the Agency can take
the much more ambitious step of
jumping into career planning:
Let us make career counseling STA
viable first.
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